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INTRODUCTION 

Are  you  sometimes  confused  by  the  different  priorities  you  set,  compared  to  those  of  your  boss? 

Do  the  job  duties  that  you  think  you're  responsible  for,  sometimes  not  match  the  ones  your  boss  expects 

from  you? 

Do  you  want  guidance  and  feedback  to  let  you  know  that  you're  on  the  right  track  with  certain  aspects  of 

your job? 

EPRS  is  the  answer  to  all  these  questions...  and  many  more! 

The  Employee  Guide  to  the  Employee  Performance  Review  System  is  designed  to  explain  the  complete 
process  of  EPRS.  It  will  illustrates  how  to  prepare  for  the  three  stages  of  EPRS,  what  will  occur  at  each 
stage,  and  explain  the  purpose  of  the  system  as  a  whole.  A  sample  EPRS  form  is  located  at  the  back  of 
this  guide,  to  be  used  as  a  reference  when  learning  about  any  particular  stage  of  the  process. 

WHAT  IS  EPRS? 

EPRS  (Employee  Performance  Review  System)  is  a  tool  designed  to  aid  in  the  communication  between 
employees  and  their  supervisors.  It  is  a  year  long  process,  consisting  of  three  stages,  which  defines 
employee  duties  and  the  criteria  for  which  job  performance  will  be  evaluated. 

PURPOSE  OF  EPRS: 


The  purpose  of  EPRS  is  to  assist  employees  in  learning  exactly  what  is  expected  of  them  on  the  job,  as 
well  as  to  ensure  that  they  have  the  proper  resources  to  enable  them  to  perform  their  duties  throughout  the 
year.  EPRS  also  helps  to  define  exactly  how  an  employee's  job  performance  will  be  evaluated  and  gives 
an  overview  of  how  job  duties,  when  successfully  completed,  will  contribute  to  agency  mission,  goals 
and  objectives. 

The  final  evaluation  form  becomes  part  of  an  employee's  permanent  personnel  record  and  is  often  used 
by  an  agency  when  making  decisions  on  issues  such  as: 

•  step  raises  and/or  salary  increases 

•  promotions  and  job  assignments 

•  job  training  or  development 

•  disciplinary  actions 

THREE  STAGES  OF  EPRS: 

Stage  A:  Performance  Planning  starts  at  the  beginning  of  each  fiscal  year  when  the  supervisor  and 
employee  hold  a  formal  meeting  to  determine  what  the  employee's  most  important  duties  will  be  for  the 
upcoming  year  and  how  he  or  she  will  accomplish  them. 

Stage  B:  Progress  Review  is  conducted  after  six  months,  at  which  time  the  supervisor  gives  the 
employee  an  advisory  rating  as  to  how  well  he  or  she  is  performing  their  duties  so  far  that  year. 

It  is  beneficial  to  the  employee,  the  supervisor,  and  the  communication  process  as  a  whole  to  also  hold 
these  meetings  informally  throughout  the  year. 


Stage  C:  Annual  Review  is  completed  at  the  end  of  the  year  when  the  supervisor  gives  the  employee 
their  final  rating  on  each  job  duty  and  overall  performance  for  the  year.  At  this  time,  the  supervisor  and 
employee  can  also  create  an  Employee  Development  Plan  if  the  employee  chooses  to  do  so. 

PARTICIPANTS: 


There  are  three  participants  involved  in  the  EPRS  process: 

•  Supervisor  directly  oversees  and  rates  the  employees  work. 

•  Employee  is  the  person  being  evaluated. 

•  Reviewer  is  a  higher  level  supervisor  who  reviews  all  ratings  and  makes  final  decisions. 

RATING  SYSTEM: 


The  employee  will  be  rated  twice  during  the  year;  once  at  Progress  Review  and  again  at  Final  Review. 
The  employee's  rating  is  based  on  performance  and  how  well  he  or  she  accomplished  each  of  the  job 
duties  outlined  at  Performance  Planning. 

The  rating  system  is  commonly  referred  to  as  the  "Three  word  system".  The  table  below  illustrates  the 
rating  system  that  applies  to  each  bargaining  unit. 


BARGAINING  UNIT 

RATING  SYSTEM 

ALLIANCE 

Three  Words 

COPS  (Coalition  of  Public  Safety) 

Three  Words 

MCOFU  (Mass.  Correction  Officers  Federated  Union) 

Three  Words 

MNA  (Mass.  Nurses  Association) 

Three  Words 

MOSES  (Mass.  Organization  of  State  Engineers  &  Scientists) 

Three  Words 

NAGE  (National  Association  of  Government  Employees) 

Three  Words 

Three  Word  System 

The  ratings  that  apply  to  this  system  are  "meets",  "exceeds",  or  "below"  in  relation  to  the  supervisor's 
expectations.  A  meets  rating  means  that  the  employee's  performance  satisfied  the  job  requirements.  The 
employee  performed  according  to  criteria  and  required  the  usual  amount  of  supervision.  Good  job 
performance  was  due  to  their  own  effort  and  ability.  This  category  covers  a  wide  range  of  performance 
from  barely  to  highly  satisfactory. 

An  exceeds  rating  means  that  the  employee's  performance  was  greatly  above  the  job  requirements.  The 
employee  went  well  beyond  the  criteria  and  required  less  than  usual  supervision.  Outstanding  job 
performance  was  due  to  their  own  effort  and  ability.  The  employee's  work  was  superior  and  had  an 
important,  positive  effect  on  the  performance  of  the  work  group,  overall. 


A  below  rating  means  that  the  employee's  performance  did  not  meet  the  job  requirements.  The  employee 
failed  to  meet  the  criteria  and  required  an  extremely  high  level  of  supervision.  Poor  job  performance  was 
due  to  their  own  lack  of  effort  and  ability.  The  employee's  performance  may  have  had  a  negative  impact 
on  the  work  group,  as  a  whole. 

Supervisors  must  always  explain  a,  "below"  or  "exceeds"  rating.  Every  employee  has  the  right  to 
appeal  a  rating.  Union  members  can  use  the  grievance  appeal  procedure  of  the  union  contract. 
Civil  service  employees  may  appeal  either  to  the  Civil  Service  Commission  or  through  their  union 
contract. 


EPRS  STAGES 

STAGE  A:  PERFORMANCE  PLANNING 

Preparing  for  the  Meeting 

Before  entering  the  meeting,  it  is  helpful  for  the  employee  to  review  their  work  performance  over  the 
previous  year.  This  gives  the  employee  some  insight  as  to  what  their  upcoming  job  duties  might  be. 
Reviewing  past  work  performance  also  allows  the  employee  the  opportunity  to  offer  input  and 
suggestions  for  the  performance  planning. 

Take  the  following  questions  into  consideration: 

What  did  the  agency  accomplish  over  the  past  year?  How  did  I  contribute? 

Did  I  perform  my  duties  to  the  best  of  my  abilities? 

What  problems  and/or  stumbling  blocks  did  I  run  into? 

Did  I  take  the  initiative  to  solve  them? 

How  can  those  problems  be  avoided  this  year? 

The  employee  should  also  think  about  future  plans  they  may  have  for  themselves.  Is  there  anything  the 
employee  is  interested  in  learning  more  about  in  the  upcoming  year?  Does  the  employee  want  more 
training  so  they  can  improve  their  skills  or  increase  their  responsibilities? 

The  employee  should  bring  any  thoughts  and  comments  to  the  meeting  in  order  to  share  their  ideas  with 
the  supervisor.  Remember...  it  takes  input  from  both  the  supervisor  and  the  employee  to  successfully 
complete  the  EPRS  process. 

At  the  Meeting 

There  are  five  steps  in  the  Performance  Planning  Stage. 

1)  Review  of  the  Three  EPRS  Stages    At  the  beginning  of  the  meeting,  the  supervisor  provides  the 
employee  with  an  introduction  to  EPRS  as  well  as  the  EPRS  form.  The  employee  should  feel  free  to  ask 
any  questions  concerning  the  EPRS  process. 

2)  Discuss  the  Role  of  the  Employee  in  the  Unit    At  this  point,  the  supervisor's  goal  is  to  help  the 
employee  understand  how  his  or  her  job  fits  into  the  "big  picture".  To  do  this,  the  supervisor  provides  the 
employee  with  a  copy  of  the  agency  mission,  goals  and  objectives;  and  explains  each.  The  employee  will 
then  understand  what  the  agency  is  working  towards  and  how  his  or  her  job  duties  help  the  agency  to 
achieve  its  goals  and  objectives. 


3)  Discuss  and  Write  Down  Job  Duties    In  this  step,  the  supervisor  and  employee  discuss  the  employee's 
job  and  write  down  the  main  job  duties  on  the  EPRS  form.  The  employee  receives  from  his  or  her 
supervisor  a  copy  of  the  Position  Description  (DPA  Form  30).  The  form  should  list  the  most  frequent 
and  important  job  duties  for  the  position.  The  supervisor  and  employee  will  then  decide  which  duties  are 
most  important  for  this  year.  Once  the  job  duties  are  decided  upon,  the  supervisor  writes  them  down  on 
the  back  of  the  EPRS  form. 


Example  of  Receptionist  Duty:  Represent  the  agency  by  greeting  each  customer  who  visits  the  agency, 
or  who  calls  on  the  phone,  in  an  efficient,  helpful,  and  professional  manner. 

4)  Discuss  and  Write  Down  Performance  Criteria  for  Each  Duty    This  step  ensures  that  both  the 
supervisor  and  employee  have  an  understanding  of  what  it  means  to  say  the  job  is  being  done  right. 
There  are  usually  2-4  criteria  for  each  job  duty  and  the  criteria  should  be:  observable,  clear,  specific, 
realistic,  easy  to  follow  over  the  year,  and  similar  to  that  of  other  employees  doing  the  same  work.  The 
criteria  should  be  discussed  and  then  written  down  under  the  duty  it  applies  to  on  the  EPRS  form. 

The  supervisor  may  mention  that  the  criteria  can  be  reviewed  in  a  month  or  so,  to  see  if  they  need  to  be 
revised.  Allowing  revisions  will  be  helpful  while  the  employee  and  supervisor  are  getting  familiar  with 
the  EPRS  process. 

Example  of  Criteria  for  Receptionist  Duty: 

1)  Incoming  phone  calls  are  answered  by  the  third  ring;  avoiding  voice-mail 
when  ever  possible. 

2)  Any  callers  who  have  questions,  or  require  a  response,  should  be  contacted 
within  24  hours. 

3)  The  receptionist's  tone  of  voice  should  always  be  upbeat,  friendly  and  polite. 

4)  Messages  should  be  accurate,  detailed  and  routed  to  the  proper  person  promptly. 

5)  Signing  the  Form    The  form  needs  to  be  signed  by  the  supervisor,  employee  and  reviewer.  Signing 
the  form  means  the  following  to  each  party: 

•  Supervisor's  signature  means  that  the  duties  and  criteria  written  on  the  form  have  been 
discussed  with  the  employee  and  are  what  will  be  used  to  judge  the  employee's  performance 
for  the  year. 

•  Employee 's  signature  means  that  he  or  she  understands  the  duties  that  are  expected  of  them, 
as  well  as  the  criteria  for  each. 

•  Reviewer 's  signature  means  that  he  or  she  accepts  the  duties  and  criteria  set  by  the  supervisor 
and  employee. 

Besides  signing  the  form,  the  supervisor  and  reviewer  may  also  write  any  relevant  comments.  After  all 
parties  have  signed  the  form,  a  copy  is  given  to  the  employee,  the  reviewer  and  the  personnel  office. 


Preparing  for  Stage  B 

In  order  to  prepare  for  a  successful  Stage  B,  the  supervisor  should  explain  the  concept  of  informal  review 
meetings.  Informal  reviews  are  an  important  part  of  EPRS.  These  sessions  are  a  way  of  "touching-base" 
and  keeping  the  flow  of  communication  clear  and  on-going  between  the  formal  stages.  By  conducting 
these  informal  meetings,  the  employee  will  know  exactly  where  they  stand  with  their  supervisor  and  how 
they  are  measuring  up  to  the  standards  that  were  set  when  the  time  does  come  for  Stage  B.  Remember 
that  each  part  of  the  EPRS  process,  whether  formal  or  informal,  is  designed  to  set  the  employee  and  their 
work  group  up  for  success.  These  meetings  are  a  communication  tool  and  are  successful  when  all  parties 
approach  them  with  an  open  mind  for  suggestions  and  comments. 

Together,  the  supervisor  and  employee  may  want  to  set  up  a  schedule  as  to  when  these  informal  sessions 
will  be  held.  Whether  they  are  actually  scheduled  or  not,  both  the  supervisor  and  the  employee  are 
encouraged  to  request  these  meetings  at  any  time  throughout  the  year. 


STAGE  B:  PROGRESS  REVIEW 

Preparing  for  the  Meeting 

At  this  point,  the  supervisor  and  employee  should  have  met  informally  at  least  twice  before  Stage  B  has 
begun.  If  the  informal  review  sessions  were  conducted  and  the  lines  of  communication  have  been  kept 
open  since  the  end  of  Stage  A,  the  employee  will  feel  confident  and  well  prepared  for  the  Progress 
Review. 

From  the  beginning  of  Stage  A,  the  employee  should  be  keeping  an  EPRS  file  which  holds  a  copy  of  the 
EPRS  form,  as  well  as  any  notes  the  supervisor  and  employee  have  made.  The  employee  should  keep 
notes  throughout  the  year  on  things  that  are  going  particularly  well  or  on  any  problem  areas  that  need  to 
be  addressed.  It  would  be  helpful  for  an  employee  to  note  any  ideas  they  may  have  as  to  possible 
solutions  to  a  problem  or  conflict.  Other  topics  that  should  be  noted  in  the  EPRS  file  are:  the  employee's 
progress  on  projects,  changes  to  duties,  and/or  additional  responsibilities  they've  taken  on.  If  the  file 
remains  current  and  thorough,  the  employee  will  be  able  to  enter  the  Progress  Review  meeting  full  of 
ideas,  comments,  and  a  sense  of  their  rating;  along  with  the  documentation  to  back  it  all  up. 

Before  the  meeting,  the  employee  should  actually  rate  their  own  performance.  As  previously  mentioned, 
the  EPRS  file  which  the  employee  has  compiled  over  the  first  six  months  can  help  to  determine  their  own 
ratings,  as  well  as  to  justify  the  ratings  to  the  supervisor.  The  supervisor  will  also  rate  the  employee's 
performance  prior  to  the  meeting,  allowing  the  two  parties  the  opportunity  to  compare  their  ratings  and 
share  their  thoughts  at  the  time  of  the  actual  meeting. 
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At  the  Meeting 

There  are  seven  (potentially  eight)  steps  in  the  Progress  Review  Stage. 

1)  Meet  Informally  with  the  Employee  Informal  review  sessions  are  considered  part  of  Stage  B,  whereas 
they  are  an  important  step  that  leads  up  to  the  actual  review  meeting.  At  these  informal  meetings,  the 
supervisor  will  talk  about  issues  such  as: 

•  unusually  good  or  poor  job  performance 

•  issues  that  may  be  hindering  successful  performance  and  possible  solutions 

•  changes  to  job  duties  or  criteria 

•  progress  towards  group  objectives 

If  there  are  changes  made  to  job  duties  or  criteria  at  an  informal  meeting,  it  is  necessary  for  the  supervisor 
to  change  the  EPRS  form,  date  and  initial  it,  and  inform  the  reviewer  of  the  change. 

2)  Begin  the  Mid-Year  Review    The  supervisor  will  review  what  will  occur  during  Stage  B  of  the  EPRS 
process. 

3)  Discuss  and  Rate  Performance  for  Each  Duty    Step  three  is  the  main  part  of  the  mid-year  progress 
review  meeting.  During  this  discussion,  the  supervisor  will  do  the  following: 

•  Review  the  rating  scale,  explaining  the  difference  between  "exceeds",  "meets"  and  "below" 
(whichever  applies). 

•  Review  each  duty  listed  on  the  back  of  the  EPRS  form  and  its  criteria. 

•  Ask  the  employee  questions  such  as:  how  he  or  she  has  been  doing  with  the  work  load,  have 
there  been  any  problems  with  being  able  to  perform  job  duties,  and/or  details  of  the  job 
performance. 

•  Share  thoughts  on  the  employee's  performance  for  each  duty  listed  at  Performance  Planning. 

•  Make  note  of  any  changes  that  were  made  to  job  duties  or  criteria  (if  there  is  a  change  in 
duty,  the  employee  will  be  rated  on  their  performance  up  until  the  time  the  change  occurred). 

•  Rate  each  duty  based  on  how  well  they  think  the  employee  has  performed  up  until  this  time, 
by  circling  one  of  the  ratings  found  next  to  the  words  "Progress  Review"  located  throughout 
the  EPRS  form  under  each  duty/criteria. 

It  is  recommended  that  the  supervisor  write  a  comment  to  explain  each  rating,  but  it  is  only  required  when 
the  rating  is,  "below"  or  "exceeds".  The  supervisor  and  employee  should  discuss  each  rating. 


4)  Discuss  and  Write  Down  Ways  to  Improve  Performance    In  order  for  the  supervisor  to  successfully 
offer  suggestions  and  help  the  employee  with  improving  job  performance,  they  should: 

•  Ask  the  employee  if  he  or  she  is  satisfied  with  their  performance  on  each  duty. 

•  Tell  the  employee  whether  or  not  they  are  satisfied  with  their  performance  on  the  particular 
duties;  if  not,  state  why. 

•  Help  the  employee  think  of  ways  to  improve  performance. 

•  Write  down  the  suggestions  for  improvement  so  that  the  employee  can  refer  to  them  over  the 
next  six  months  and  work  towards  them. 

5)  Discuss  and  Rate  Overall  Job  Performance  Now  that  both  the  supervisor  and  employee  have 
discussed  job  performance  for  each  specific  job  duty,  it  is  time  to  rate  how  the  employee  has  done 
overall.  The  supervisor  will  most  likely: 

•  Ask  the  employee  to  think  about  how  he  or  she  performed  all  of  the  job  duties  for  the 
position  for  the  first  half  of  the  fiscal  year. 

Ask  the  employee  if  they  performed  any  duties  that  may  not  be  written  on  the  EPRS  form. 
Have  the  employee  rate  his  or  her  job  performance  overall. 
Tell  the  employee  how  he  or  she  feels  they  did  overall. 

Discuss  how  the  employee  and  supervisor  agree  or  disagree  on  job  performance. 
Make  an  advisory  rating  of  the  employee's  overall  job  performance  so  far  this  year,  by 
circling  one  of  the  ratings  found  next  to  the  words  "Progress  Review  Summary  Rating" 
located  on  the  front  of  the  EPRS  form. 

As  mentioned  in  Step  Three,  it  is  recommended  that  the  supervisor  write  a  comment  to  explain  the  rating, 
but  it  is  only  required  when  the  rating  is,  "below"  or  "exceeds".  A  Remedial  Development  Plan  must  be 
implemented  for  a  "below"  rating. 

6)  Update  the  Duties  and  Criteria  Now  is  the  time  to  update  the  duties  and  criteria,  if  it  seems 
appropriate.  There  are  two  questions  the  supervisor  and  employee  should  consider: 

1)  Are  the  duties  listed  on  the  EPRS  form  still  the  most  important  for  the  year? 

•  If  a  duty  should  be  added,  the  supervisor  will  write  it  on  the  back  page  of  the  EPRS 
form. 

•  If  a  duty  is  no  longer  performed,  or  is  no  longer  important,  the  supervisor  will  write 
on  the  form,  "No  longer  part  of  EPRS"  and  initial  it. 

2)  Are  the  criteria  for  each  duty  still  the  most  useful? 

•  Criteria  may  have  to  change  as  the  year  goes  on,  especially  when  first  getting  used  to 
EPRS. 

•  If  an  employee  is  having  trouble  meeting  criteria  or  getting  a  job  done,  training  may 
be  needed  or  the  supervisor  may  need  to  change  the  way  the  job  is  done. 

•  If  a  criteria  is  changed,  the  supervisor  will  date  and  initial  it. 
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Changes  to  job  duties  and  criteria  should  not  be  a  frequent  occurrence,  but  if  the  supervisor  finds  it 
necessary,  he  or  she  should  update  the  EPRS  form  during  the  year  and  not  wait  for  the  mid-year  review. 
The  supervisor  will  also  be  aware  of  the  fact  that,  criteria  should  not  be  lowered  just  because  the 
employee  is  not  performing  their  job  right;  there  must  be  a  valid  reason. 

7)  Sign  the  Form  As  in  Stage  A,  the  supervisor,  reviewer  and  employee  must  sign  the  front  of  the  EPRS 
form  in  Section  B,  Progress  Review.  There  are  five  parts  to  this  step. 

•  The  supervisor  will  check  off  the  three  boxes  to  show  that  they  have  discussed  the  progress 
for  each  duty,  assigned  advisory  ratings  for  each  duty  and  assigned  advisory  rating  for  the 
overall  performance  for  the  first  half  of  the  fiscal  year. 

•  The  supervisor,  employee  and  reviewer  each  have  the  right  to  attach  comments  to  the  EPRS 
form. 

•  The  supervisor  will  then  explain  to  the  employee  what  it  means  to  sign  this  section.  Each 
signature  means  the  following: 

•  Supervisor  Is  signature  means  that  he  or  she  has  done  the  advisory  ratings  and 
discussed  them  with  the  employee. 

•  Employee 's  signature  means  that  he  or  she  understands  the  evaluation  and  the 
comments  written  on  the  EPRS  form.  If  the  employee  does  not  agree  with 
ratings,  he  or  she  should  attach  comments  to  the  form  and  then  sign  the  form.  If 
comments  are  attached,  the  employee  should  check  the  box  on  the  front  of  the 
form  which  states  that  comments  are  attached. 

•  Reviewer 's  signature  means  that  the  reviewer  has  read  the  advisory  ratings  and 
comments  and  agrees  with  them.  If  the  reviewer  disagrees,  he  or  she  will  attach 
comments  to  the  form. 

•  The  supervisor  will  get  the  required  signatures  from  all  three  parties  involved. 

•  A  copy  of  the  EPRS  form  is  given  to  the  employee,  reviewer  and  the  personnel  office.  The 
supervisor  keeps  the  original. 

8)  Create  a  Remedial  Development  Plan  The  purpose  of  the  EPRS  Remedial  Development  Plan 

(RDP)  is  to  assist  employees  who  have  job  performance  problems.    If  an  employee  receives  an  overall 
rating  of  "Below"  at  Stage  B,  or  if  the  Supervisor  anticipates  that  a 

"Below  rating  will  be  given  at  the  Stage  C  Final  Review,  a  RDP  is  to  be  formulated  jointly  by  the 
supervisor  and  the  employee. 

The  guidelines  for  developing  a  RDP  are  as  follows: 

•      Any  employee  who  receives  a  "Below"  evaluation  will  be  re-evaluated  30  days  after  the  completion 
of  Stage  B  and/or  Stage  C.  The  agency  will  place  in  the  employee's  file  a  RDP.  The  employee  will 
be  re-evaluated  every  thirty  (30)  days  until  a  "Meets/Exceeds"  rating  is  achieved  or  six  months  pass, 
whichever  is  first. 
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•  Employees  that  may  be  nearing  an  "Below"  rating  will  be  counseled  by  his/her  supervisor  three  (3) 
months  in  advance  of  their  final  stage  of  the  evaluation  as  to  the  specific  areas  that  must  be  improved 
and  what  they  must  do  to  attain  a  "Meets/Exceeds"  rating. 

•  During  the  process  of  the  re-review,  the  employee  who  continues  to  receive  "Below"  ratings  can 
make  a  one-time  appeal  of  that  re-review  rating  to  the  Merit  Arbitration  Board.  This  appeal  must  be 
filed  within  ten  (10)  days  of  the  last  review  rating.    Any  decision  in  favor  of  the  employee  will  be 
from  the  month  of  the  appeal  forward.  Such  appeal  may  not  be  filed  if  the  employee  has  already  filed 
an  appeal  at  the  time  of  the  final  below  review. 

•  Once  the  employee  receives  a  "Meets/Exceeds"  evaluation  during  the  re-review  process,  he/she 
becomes  eligible  for  the  denied  step  and/or  denied  salary  increases  effective  from  the  date  of 
receiving  the  "Meets/Exceeds"  rating.  The  employee's  anniversary  date  for  step  purposes  shall  not 
be  retarded  upon  receiving  the  "Meets/Exceeds"  rating. 

•  Any  employee  who  may  be  adversely  impacted  by  an  untimely  evaluation  shall  be  made  whole  upon 
the  completion  of  the  performance  review  and  upon  achieving  a  final  rating  of  'Meets/Exceeds". 

•  All  financial  considerations  (i.e.,  merit  increases,  step  rate  increase)  are  based  on  the  employee's 
most  recent,  final  annual  evaluation. 

•  When  work-related  circumstances  occur  over  which  the  employee/agency  has  no  control,  the 
employee  is  not  to  be  prevented  from  attaining  an  overall  rating  of  "Meets/Exceeds". 

Preparing  for  Stage  C 

The  supervisor  should  remind  the  employee  that  the  informal  progress  review  sessions  will  continue 
throughout  the  rest  of  the  year.  The  employee  should  feel  free  to  approach  the  supervisor  at  anytime  for 
one  of  these  meetings.  If  a  RDP  was  implemented  at  Stage  B,  the  employee  and  supervisor  should  set  a 
date  (no  more  than  30  days  from  the  date  of  the  RDP)  to  meet  and  review  the  employee's  progress,  so 
that  a  "Meets"  rating  can  be  achieved  at  Stage  C.  Also,  in  preparation  for  Stage  C,  keeping  a  personal 
EPRS  file  with  notes  on  accomplishments,  questions  and/or  concerns  will  help  the  employee  when  the 
time  comes  for  the  Annual  Review. 

STAGE  C:  ANNUAL  REVIEW 

Preparing  for  the  Meeting 

The  first  thing  an  employee  should  do  before  entering  the  Annual  Review  meeting  is  to  make  sure  he  or 
she  has  a  copy  of  their  EPRS  form.  The  employee  should  review  the  job  duties  and  criteria  listed  on  the 
form.  At  this  time,  he  or  she  should  ask  themselves  how  they  feel  they  performed  over  the  entire  year. 
Did  they  meet  all  the  criteria  for  each  job  duty?  If  the  employee  carefully  evaluates  their  own  job 
performance  and  reviews  any  personal  notes  made  throughout  the  second  half  of  the  year,  they  will  be 
well  prepared  for  what  will  occur  during  the  Annual  Review. 
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At  the  Meeting 

There  are  five  (potentially  six)  steps  in  the  Annual  Review  Stage. 

1 )  Begin  the  Annual  Review  The  supervisor  will  explain  what  will  occur  during  the  Annual  Review 
Meeting.  He  or  she  will  also  explain  the  two  ways  to  appeal  an  evaluation.  If  a  union  member  receives  a 
rating  of  "below",  they  can  use  the  grievance  appeal  procedure  of  the  union  contract.  Civil  service 
employees  may  appeal  either  to  the  Civil  Service  Commission  or  through  their  union  contract. 

Both  the  supervisor  and  the  employee  should  enter  the  meeting  with  an  open  mind  so  that  they  hear  each 
other's  suggestions  and  hopefully  benefit  from  them. 

2)  Discuss  and  Rate  Performance  for  Each  Duty  This  is  the  main  part  of  the  meeting. 

The  supervisor  will  review  the  rating  scale  with  the  employee;  explaining  the  difference 

between  the  different  ratings. 

The  supervisor  and  employee  will  discuss  each  duty  separately.  The  supervisor  will  review 

the  criteria  for  each  duty  and  may  ask  the  employee  for  details  about  the  job  performance. 

The  supervisor  will  then  explain  their  view  on  the  employee's  performance  for  each  duty  and 

give  the  ratings  for  each. 

Once  both  parties  have  expressed  their  opinions  and  the  ratings  have  been  given  for  each 

duty,  the  supervisor  and  employee  should  discuss  the  areas  in  which  they  both  agree  and 

disagree. 

Now  the  supervisor  will  circle  one  of  the  ratings  found  next  to  the  words  Annual  Review  in 

each  Job  Duty/Performance  Criteria  box  located  on  the  back  of  the  EPRS  form. 

As  mentioned  before,  the  supervisor  may  make  any  relevant  comments  in  regards  to  each 

duty  and  its  rating.  If  the  rating  is  "below",  the  supervisor  is  required  to  explain  the  rating  in 

writing. 

3)  Discuss  and  Rate  OverallJob  Performance  Just  as  in  the  mid-year  review,  the  supervisor  must  rate 
the  employee's  overall  job  performance  only  this  time,  it  will  be  for  the  entire  year. 

•  First,  the  employee  will  discuss  how  he  or  she  feels  about  their  overall  job  performance  for 
the  entire  year.  At  this  time,  they  should  inform  the  supervisor  of  any  important  work  they 
did  that  was  not  on  the  EPRS  form. 

•  Next,  the  supervisor  will  inform  the  employee  how  he  or  she  feels  about  the  employee's 
overall  job  performance  for  the  year. 

•  The  supervisor  and  employee  should  discuss  how  their  opinions  agree  and  disagree. 

•  The  supervisor  will  then  fill  in  the  employee's  attendance  at  the  bottom  of  section  C  on  the 
front  of  the  EPRS  form. 

13 


•  Now  is  the  time  for  the  supervisor  to  rate  the  employee's  overall  job  performance  for  the 
entire  year.  He  or  she  will  be  rating  the  employee's  performance  based  on  all  the  duties 
assigned  throughout  the  year,  even  if  the  duties  are  not  written  on  the  EPRS  form. 

•  Once  the  supervisor  has  rated  the  overall  performance,  he  or  she  will  circle  either 
"exceeds"/"meets"/"below"  next  to  the  words  "Annual  Review  Summary  Rating"  in  Section 
C  on  the  front  of  the  EPRS  form.  If  the  employee  received  an  overall  rating  of  "exceeds", 
the  supervisor  should  discuss  the  Performance  Incentive  Pilot  Program  which  entitles  that 
employee  to  a  day  off  with  pay. 

•  The  supervisor  is  encouraged  to  make  comments  on  any  of  the  ratings,  but  is  required  to 
comment  on  a  "below"  or  "exceeds"  rating  and  create  a  Remedial  Development  Plan. 

4)  Discuss  and  Write  Down  an  Employee  Development  Plan  An  Employee  Development  Plan  is  a 
written  plan  for  the  employee's  future  job  goals.  The  plan  is  developed  by  the  supervisor  and  employee 
only  if  the  employee  wishes  to  do  so. 

The  employee,  supervisor  and  agency  all  benefit  from  a  development  plan.  The  employee  will  be 
improving  and  increasing  job  skills  and  may  be  preparing  for  other  job  goals.  The  supervisor  will  have  a 
better  educated  and  skilled  employee.  The  agency  will  have  an  employee  who  may  acquire  the  skills  to 
go  on  to  other  jobs  in  the  agency. 

During  the  Annual  Review  meeting,  the  supervisor  will  explain  to  the  employee: 

•  the  benefits  of  a  development  plan  for  the  employee 

•  the  benefits  of  a  development  plan  for  the  agency 

•  the  types  of  development  activities  that  are  available 


If  the  employee  decides  to  develop  a  plan,  the  supervisor  will  then: 

•  Discuss  why  the  employee  wants  the  plan  and  what  kind  of  career  goals  he  or  she  has. 

•  Talk  about  the  different  kinds  of  development  activities  available  to  the  employee,  such  as: 

•  On-the-job  training,  for  skills  that  can  be  taught  at  work  by  observing  other 
employees  or  by  trying  new  activities. 

•  Specific  skill  or  technical  training,  such  as  computer  use,  typing,  memo  writing, 
counseling. 

•  Conference  or  seminars  relating  to  the  job. 

•  Career  advancement  training,  such  as  supervisory  training. 

•  Courses  given  by  the  Training  Group  in  the  Human  Resources  Division. 

•  Courses  at  state  colleges  and  universities,  for  eligible  employees,  using  the  Tuition 
Remission  Program  for  either  single  courses  or  working  towards  a  degree  outside  of 
regular  work  hours. 

•  Courses  developed  as  a  result  of  the  collective  bargaining  agreements. 
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•  Career  counseling  sessions. 

•  Remind  the  employee  that  any  training  or  development  program  must  be  consistent  with  the 
policies  of  the  agency. 

•  Discuss  which  of  the  development  options  might  best  meet  the  employee's  needs. 

•  Emphasize  that  the  plan  should  lead  to  growth  in  the  current  job  or  prepare  the  employee  for 
future  job  responsibility. 

•  Write  the  plan  down  on  the  Employee  Development  Form,  including  the  possible  timetable 
for  the  activities. 

•  Have  all  three  parties  sign  and  date  the  plan  and  make  copies.  Attach  the  plan  to  the  EPRS 
form. 

When  the  plan  is  completed,  the  supervisor  will  place  a  check  in  the  box  marked  "yes"  next  to 
"Formulate  a  Development  Plan"  on  the  front  of  the  EPRS  form  under  Stage  C. 

5)  Sign  the  EPRS  Form  During  this  stage,  the  supervisor  will: 

•  Check  off  each  box  in  Section  C  to  show  that  each  part  of  the  Annual  Review  has  been 
completed. 

•  Explain  what  signing  this  section  means  to  each  party. 

•  Supervisor 's  signature  means  that  he  or  she  has  done  the  ratings  and  discussed  them 
with  the  employee.  It  also  means  that  he  or  she  offered  the  employee  a  chance  to 
write  down  a  development  plan. 

•  Employee 's  signature  means  that  he  or  she  understands  the  evaluation  and  the 
comments  written  on  the  EPRS  form.  It  also  means  the  employee  has  made  a  choice 
about  the  development  plan.  The  employee's  signature  does  not  necessarily  mean 
that  he  or  she  agrees  with  the  evaluation. 

•  Reviewer 's  signature  means  that  he  or  she  has  read  the  evaluation  and  any  comments 
attached  to  the  form  and  has  made  the  final  annual  review  ratings  and  comments. 

•  Ask  the  employee  to  check  "agree"  or  "disagree"  to  show  if  he  or  she  agrees  with  the  ratings 
from  both  the  supervisor  and  the  reviewer.  There  are  two  different  places  to  do  this  on  the 
front  of  the  form,  in  Section  C;  one  is  under  the  supervisor's  rating  and  the  other  is  under  the 
reviewer's  rating.  If  the  employee  does  not  agree  with  one,  or  both,  of  the  ratings;  he  or  she 
should  make  comments  in  the  space  marked  "employee  comments",  under  the  rating  for 
which  they  are  commenting  on. 

•  Have  all  three  parties  sign  the  EPRS  form,  make  copies  for  the  employee,  reviewer  and 
themselves,  and  then  the  supervisor  will  send  the  original  EPRS  form  to  the  personnel  office. 

6)  Create  a  Remedial  Development  Plan    If  an  employee  receives  an  Annual  Rating  of  or  "Below",  a 
Remedial  Development  Plan  must  be  implemented.  Please  refer  to  Step  8  outlined  on  page  1 1  of  this 
guide  for  the  RDP  guidelines. 

Unless  a  RDP  was  created,  step  five  of  the  Annual  Review  concludes  the  Employee  Performance  Review 
System  process  for  the  year.  If  a  RDP  was  implemented  at  Stage  C,  the  employee  and  supervisor  should 
set  a  date  (no  more  than  30  days  from  the  date  of  the  RDP)  to  meet  and  review  the  employees'  progress, 
so  that  a  "Meets"  rating  can  be  achieved. 
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It  is  a  good  idea  for  the  supervisor  to  prepare  the  employee  for  Stage  A  for  the  next  fiscal  year,  by  setting 
a  time  to  begin  the  actual  performance  planning.  If  an  employee  development  plan  was  written,  the 
supervisor  will  attach  a  copy  to  the  next  year's  EPRS  form  so  that  the  employee  and  supervisor  can  start 
working  towards  the  goals  outlined  on  the  plan. 


16 


Q&  A 


Q:  What  does  EPRS  mean? 

A:  EPRS  stands  for  Employee  Performance  Review  System.  EPRS  is  a  tool  used  by  supervisors  and 

employees  to  plan  and  to  evaluate  employee  job  performance. 

Q:  Why  do  I  have  to  do  EPRS? 

A:  Employee  performance  evaluation  is  required  by  Massachusetts  Law.  The  method  for  doing  the 

evaluation  was  developed  and  negotiated  through  collective  bargaining  with  the  unions. 

EPRS  is  important  because  it  provides  a  way  for  employees,  supervisors  and  managers  to  see  how,  and 

ensure  that,  they  are  helping  to  achieve  agency  goals  and  objectives.  EPRS  lets  managers  and 

supervisors  see  how  productive  their  employees  are  in  carrying  out  their  job  duties  and  it  helps  employees 

know  clearly  what  their  job  duties  are  and  what  their  supervisors  expect  from  them. 

Q:  What  is  the  Performance  Incentive  Pilot  Program? 

A:  The  program  provides  for  employees  who  attain  an  "exceeds"  rating  at  annual  performance  review, 
one  day  off  with  pay  to  be  utilized  within  6  (six)  months  of  the  receipt  of  the  rating,  with  no  charge  to 
leave  balance. 

Q:  If  a  part  time  employee  receives  an  overall  rating  of  "Exceeds",  is  their  one  day  off  with  pay  prorated 

because  of  their  part  time  status? 

A:  Yes,  a  part  time  employee's  incentive  day  will  be  prorated. 

Q:  Who  develops  a  Remedial  Development  Plan? 

A:  Supervisors  develop  Remedial  Development  Plans  for  any  employee  whose  Mid-Year  and/or  Annual 

Evaluation  is  "Below". 

Q:  What  are  "main  job  duties"? 

A:  Job  duties  describe  the  "what",  "how"  and  "why"  of  work  assignments.  The  main  job  duties  are 

those  duties  which  are  most  frequently  performed  and  are  most  important  for  this  year. 

Q:  What  is  "performance  criteria"? 

A:  Performance  criteria  describe  what  the  supervisor  and  the  employee  mean  when  they  say  that  a  job 

duty  is  done  right.  The  performance  criteria  will  be  used  when  it  is  time  to  review  actual  job 

performance. 

Q:  Are  there  different  kinds  of  progress  reviews? 

A:  Yes,  there  are  two  kinds  of  progress  reviews.  There  are  informal  progress  reviews  which  are  short 
meetings  held  regularly  with  the  employee  to  look  at  what  is  working  and  where  there  are  problems  in 
getting  the  work  done.  There  is  one  formal  progress  review  meeting  required  by  EPRS.  The  purpose  of 
this  meeting  is  to  point  out  good  work  as  well  as  to  address  problem  areas  of  performance.  Where  there 
are  problems,  the  supervisor  will  help  the  employee  to  look  at  how  to  do  the  work  successfully.  At  this 
time,  the  supervisor  goes  over  the  work  with  the  employee  and  rates  performance  on  each  duty  and  rates 
overall  job  performance. 


17 


Q:  What  is  the  difference  between  an  ''advisory"  rating  and  an  'annual  review"  rating? 
A:  An  advisory  rating  is  given  at  the  mid-year  review  only  to  advise  the  employee  on  their  performance 
so  far.  These  mid-year  ratings  are  not  the  final  rating.  The  final  rating  is  given  at  the  end  of  the  year 
based  on  the  employee's  performance  for  the  entire  year.  Final  ratings  may  be  used  as  the  basis  for 
personnel  decisions  such  as  salary  and  step  increases,  promotions,  transfers  and  reassignments. 

Q:  Should  I  give  my  supervisor  input  on  the  job  duties  and  criteria  that  I  will  be  responsible  for,  or 
should  I  keep  my  comments  to  myself? 

A:  Yes,  an  employee  should  give  their  input  at  any  time  throughout  the  three  stages.  The  success  of  the 
EPRS  is  based  on  two-way  communication.  It  is  important  that  the  supervisor  and  employee  are  able  to 
express  any  thoughts,  concerns  or  opinions  they  may  have  on  any  aspect  of  job  duties  and  performance. 

Q:  If  I  refuse  to  sign  the  EPRS  at  any  stage  of  the  process,  does  that  mean  I  am  not  responsible  for  the 
job  duties  and  criteria? 

A:  No,  signing  the  EPRS  form  only  means  that  the  employee  understands  what  is  expected  of  them.  If 
an  employee  does  not  sign  the  form,  they  will  still  be  responsible  for  the  job  duties  and  criteria,  evaluated 
on  their  performance  and  the  form  will  still  become  a  part  of  their  personnel  record. 

Q:  Once  a  job  duty  is  listed  on  my  EPRS  form,  is  it  possible  to  change  it?  Does  my  supervisor  have  the 
right  to  add  one? 

A:  The  answer  is  "yes"  to  both  questions.  Job  duties  and  criteria  can  always  be  revised,  added  or  even 
deleted,  depending  on  the  missions  and  goals  of  the  agency.  Any  change  in  job  duties  must  be  discussed 
between  the  supervisor  and  employee  and  an  official  change  must  be  made  on  the  EPRS  form. 

Q:  How  will  the  evaluation  be  used? 

A:  The  EPRS  form  becomes  a  permanent  part  of  an  employee's  personnel  file.  EPRS  can  be  used  when: 

•  Deciding  if  an  employee  will  get  a  step  raise  and/or  salary  increase 

•  Taking  disciplinary  actions 

•  Making  decisions  about  promotion  and  job  assignment 

•  Determining  necessary  job  training  or  development 

Q:  Is  my  supervisor  required  to  write  comments  on  my  EPRS  form? 

A:  Yes,  a  supervisor  is  required  to  write  comments  on  an  EPRS  form  when  they  give  their  employee  a 

rating  of  either  ''Below"  or  "Meets". 
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The  Commonwealth  of  Massachusetts 
EMPLOYEE  PERFORMANCE  REVIEW  FORM 


Name: 


Agency: 


Evaluation  Year: 

I  million  I   ml: 


Job  Title: 


Supervisor: 


Functional  Title: 
Reviewer: 


The  employee  and  supervisor  should  consult  their  EPRS  Guide  for  a  full  explanation  of  the  purpose  and  the  process  of  employee  performance  review    Detailed  instructions  for 
completing  this  form  are  presented  in  the  EPRS  Supervisor's  Guide 


A   Performance  Planning:  Employee  and  supervisor  meet  to  plan  the  work  for  the  year 

Discuss  contributing  role  of  employee  in  unit    Discuss  and  finalize  the  duties  and  criteria 

Primary  Job  Duties  and  Performance  Criteria    On  the  reverse  side  list  the  employee's  primary  job  duties  from  the  most  current  Form  30  and  the  performance  criteria  which  will  be  used 
to  evaluate  the  employee's  performance  of  these  duties  during  the  performance  period    Copies  of  the  reverse  may  be  used  if  more  space  is  needed 

Signatures 


Comments  attached 


Employee/Date 
Yes  No 


Supervisor/Date 
Yes  No 


Reviewer/Date 
Yes  No 


B  Progress  Review:  Employee  and  supervisor  meet  to  help  the  employee  meet  criteria 

Discuss  progress  for  each  duty     Assign  advisory  rating  for  each  duty    Assign  advisory  rating  for  overall  performance 

Progress  Review  Summary  Rating 


Exceeds 


Meets 


Below* 


' <  rr.iir  Remedial  Development  Plan 


Supervisor's  Comments 


Signatures 


Comments  attached 


Employee/Date 
Yes  No 


Supervisor/Date 
Yes  No 


Reviewer/Date 
Yes  No 


C  Annual  Review:   Employee  and  supervisor  meet  to  evaluate  job  performance 

Discuss  job  performance  over  whole  year     Rate  performance  for  entire  year  for  each  duty 

Rate  overall  performance  for  entire  year 


Formulate  a  Development  Plan  at  the  option  of  the  employee  -  Plan  attached 


\cs 


Annual  Review  Summary  Rating 


Exceeds 


Meets 


Below1 


*Create  Remedial  Development  Plan 


Supervisor's  comments  (explain  "meet"  ratings,  unanticipated  contributions,  areas  of  improvement  and  unusual  attendance  patterns  ) 


Supervisor 


Employee:  I  agree 

Employee's  Comments 


disagree  with  this  evaluation 


signature/date 


signature/date 

Reviewer's  Determination:  On  the  basis  of  my  review  I  have  determined  that  the  employee's  rating  is 

Rev  iewer's  Commenis 


Fmployee 


Exceeds 


Meets 


Below 


Reviewer 


Fmplovee:  I  agree    disagree  with  the  reviewers  determination    l-'.mployec's  final  comments 


signature/date 


Employee 
Attendance:  Number  ol  days  sick  leave  used Number  of  days  otTthe  payroll Number  of  days  lardy 
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